ABSTRACT
INTRODUCTION
n 2012, 79,9% of the workforce in the United States was employed in the economy's service sector (US Department of Labour, 2015) . Each employee who is on the front line, facing the customers, plays an instrumental role in their organization's ability to deliver quality service (Evenson et al., 1999; Zeithaml & Bitner, 2009) . Front line employees serve as "ambassadors" for their organizations so human resource management, therefore, has a crucial role to play to ensure that such employees have the skills and knowledge needed to provide a high level of customer service (Sandburg, 2000; Schneider & Bowen, 1985) . The purpose of this study is to investigate the relationship between the perceptions front line employees have of their immediate supervisor, the trust they have in those supervisors, and front line employees' job performance. The survey participants in our study were tellers and customer service representatives (CSRs) at community and regional banks. It has been noted that "trust is often perceived to be the lubrication that makes it possible for organizations to work" (Bennis & Nanus, 1985: 43) . It has also been defined as an integrative mechanism creating and sustaining social systems (Blau, 1964) , "the source of increased efficiency and effectiveness" (Golembiewski & McConkie, 1975) , and also as an exchange deepener and as uncertainty reducer (Colquitt et al., 2012) .
LITERATURE REVIEW Trust
The concept of trust has been studied in a variety of disciplines (e. g., management, sociology, and economics) (Bhattacharya et al., 1998) at the individual or the institutional level (Lewicki & Bunker, 1995) . Researchers working in these areas have all commented on the importance of trust in transactions between various individuals or groups. Thus Blau (1964: 99) claimed trust is "essential for stable social relationships" while Golembiewski & McConkie (1975: 131) observed that "There is no single variable which so thoroughly influences interpersonal and group behavior as does trust". Numerous researchers stress that positive interactions between parties are very important and directly affect the levels of trust the parties have in each other (Kramer & Tyler, 1996; It has been noted that trust is not a static phenomenon, but can increase or decrease depending on environmental factors as well as the parties' interactions (Bijlsma-Frankema & Costa, 2005) . Various researchers have found that trust will increase if a trustee lives up to "expectations of beneficial behaviour" but, by the same token, the trust a trustor has in a trustee will decrease if such expectations are not fulfilled (Lewicki & Bunker, 1996: 125) .
As a psychological state, trust can assist in how one person views their relationship with another, especially in situations that entail vulnerability or risk (Dirks & Ferrin, 2001) . Gould-Williams & Davies (2005) note that, when employees view their supervisor's actions positively, they tend to respond with behaviors and attitudes that are important to the organization. Neves and Caetano (2009) examined trust in supervisors from the perspective of how employees' affective commitment to organizational change influences three work outcomes (performance, turnover, and organizational citizenship behaviors) and found that trust fully mediated these relationships. Their findings show that when employees are more affectively committed, they trusted their supervisors more which, in turn, resulted in an increase in performance and citizenship behaviors and at the same time a decrease in employee turnover.
Front Line Employees and Job Performance
Relevant research with respect to the human resources/performance relationship dates back to the 1950s and 1960s. The findings of French and Snyder (1959) indicate that, when leaders were viewed as attractive and as expert, both the opinions and performance of their subordinates were greatly affected in a positive manner. In a similar study, Bachman et al., (1968) findings revealed that the performance effectiveness of subordinates increased in proportion to how attractive and expert they viewed their subordinates. Gagnon & Judd (2004) investigated the relationship between employees' perceptions of their supervisors and employee attitudes (i.e. trust) and job performance. The overall finding of this research is that when employees perceive they are in a supportive relationship with their supervisor the outcomes are higher levels of job satisfaction, job performance, and organizational commitment (Gagnon & Judd, 2004) .
The success or failure of a service exchange depends heavily on the performance of the service employee involved (Bowen, 1990; Puay et al., 1999) . To keep customers coming back, it is important that front line employees meet customers' needs in a way that stands out in the minds of the customers (Crosby & Johnson, 2002 ). Yet, as noted by some researchers there has been little research that investigates the factors that lead to customer loyalty in service settings (Pritchard et al., 1999 ; nor is much known about the techniques that can be used to improve the performance of front line employees in such settings (Ellinger et al., 2007; Hansen et al., 2003) .
Job Performance and Trust in Supervisor
This research proposes that trust in a supervisor is the link that connects human resource management to job performance. According to Tzafrir & Gur (2007) , there have not been any studies investigating the relationship between HRM practices and service quality that have used trust as a mediating variable. Their study focused on this relationship by examining employee perceptions of service quality in a healthcare organization and produced three findings that are relevant for our study: (1) that there is a significant and positive relationship between human resource practices and perceptions of service quality; (2) that there is a significant and positive relationship between human resource practices and trust; and (3) that there is a significant and positive relationship between trust and perceptions of service quality. Tzafrir & Gur (2007) note that the results imply that the trust employees have in their supervisors directly affects service quality. Nyhan (2000) has proposed that one of management's critical tasks is to develop trust where front line employees interact with service users. The role of the supervisor is crucial in ensuring that employees are able to competently perform their jobs (Rowold, 2008) . For employees, this means that they have to be able to trust that their supervisor availability, competence, consistency, discreteness, fairness, integrity, loyalty, openness, keeping promises, and receptivity. Some research findings indicate that employees use varied combinations of these antecedent behaviors to evaluate their supervisors (Clark & Payne, 1997; Mayer & Gavin, 2005; Morgan & Zeffane, 2003) . Integrity, benevolence, and ability are factors that demonstrate trustworthiness; and, as such, serve as building blocks for the formation of trust (Cho & Ringquist, 2010) . The perceptions (i.e. antecedent behaviors) that are examined in the current research are the supervisor's: ability, benevolence, and integrity (Mayer et al., 1995; .
Ability is defined as an "employee's perception of the supervisor's relevant skills, competencies, and characteristics" . Ability is also thought to be a fundamental component of trust by Cook & Wall (1980) . In an employee-supervisor relationship the supervisor needs to possess the required skills and aptitude to positively impact employee perceptions (Davis et al., 2000) .
Benevolence is the "extent to which a trustee is believed to want to do good to the trustor, aside from an egocentric motive" (Mayer et al., 1995) . It has been portrayed as a "demonstration of concern" and involves actions by supervisors that demonstrate their (1) consideration, (2) sensitivity, and (3) protecting the interests of their employees (Sherwood & DePaolo, 2005) . A supervisor is more likely to be trusted when an employee is convinced the supervisor will expend extra effort on behalf of this employee (Davis et al., 2000) .
Integrity is defined as the "extent to which the supervisor's actions reflect values acceptable to the subordinate" (Mayer et al., 1995) . Similarly, Davis et al. (2000) argue that when a supervisor conforms to a set of principles of which an employee approves, that employee then believes their supervisor has integrity.
Hypotheses
A search of the literature indicates that there is a general lack of research with respect to the link between HR practices job performance. A number of researchers have suggested that while human resource practices are likely developed by human resources departments, it will be front line managers who are responsible for implementing those practices (Purcell, 1999; Zohar & Luria, 2004) . Research by Purcell (1999) found that, in analyzing the relationship between employee performance and HRM, the role of the first line manager has been "neglected" and that there has been little research on the crucial role first line managers play in the HRM -performance equation.
There is another gap in the literature that exists with respect to the service sector. Organizational scholars have not been inclined to focus on service settings, despite the fact that about 80% of the U.S. Gross Domestic Product (GDP) was produced by private service sector organizations in 2006 (Zeithaml & Bitner, 2009 ) nor have they given service settings much attention in spite of the fact that there can be significant differences between the production and the delivery of products and of services (Schneider et al., 2007) .
Three hypotheses have been developed based on these literature gaps and the authors' interest in examining the question: What is the relationship between front line banking industry employees' perceptions of a supervisor, their level of trust in that supervisor, and their job performance in banks located in the southern part of the United States?
The first hypothesis is based on the implication that the level of trust an employee has in their immediate supervisor will affect the employee's job performance. Blunsdon and Reed (2003) proposed that overall levels of trust that employees have in their supervisors could be affected by various aspects of the workplace. More specifically, they found that features of the workplace such as workplace rules, the use of various work practices, how decisions are made as well as how information is dispensed affect levels of trust between employees and supervisors. They further found that these levels of trust are formed independently of the personal qualities possessed by the supervisor and the employee (Blunsdon & Reed, 2003) . Eisenberger et al., (1990) have proposed that employee trust in supervisors develops from managerial actions in conjunction with the human resource activities of the organization (i.e. training) and that this relationship then affects the job performance of employees. Thus, H1: There will be a nonzero linear correlation between trust in a supervisor and job performance.
The second hypothesis is based on the implication that the perceptions employees have of their supervisors will affect the job performance of these employees. Previous research by a number of researchers has illustrated the importance of this relationship, noting that (1) the importance of how HRM practices are implemented in an organization is often underestimated, and (2) the assessment and improvement of employees is highly dependent on their immediate supervisor playing a key role in the assessment and improvement process (den Hartog & Verburg, 2004; Locke & Latham, 2002) . Gagnon & Judd (2004) found that there will be higher levels of job satisfaction, job performance, and organizational commitment when employees perceive they have a supportive relationship with their supervisor. Thus, H2: There will be a nonzero linear correlation between the perceptions of supervisor and job performance.
The third hypothesis is based on the implication that analyzing how an employee views the ability, benevolence, and integrity of their supervisor can provide valuable insight into perceptions front line employees have of their supervisors. For example, when a supervisor has the skills to show they understand issues that are important to employees, and then go on to resolve those issues satisfactorily for employees, the outcome should be that their perceptions of the supervisor's ability are positively affected. Wright et al., (2003) argue that it is essential that employee perceptions be used to measure human resource practices. Thus, H3: There will be a nonzero linear correlation between the perceptions of a supervisor and the trust an employee has in the supervisor.
Methodology
This empirical research study utilizes a survey methodology in a quantitative framework. An employee survey was used to collect individual level perception data on the relationships between the perceptions of a supervisor, trust in the supervisor, and job performance. All items selected for this study are taken from well-established scales that have been previously used by researchers working in one or more of the areas of perceptions of supervisors, trust, or job performance (Babin & Boles, 1996; Boshoff & Tait, 1996; Clark, Dobbins & Ladd, 1993; Clark & Payne, 1997; Cummings & Bromiley, 1996; Garbarro & Athos, 1976; Magenau & Hunt, 1996; Nyhan, 1997; Schorman et al., 1996; .
The target population for this study was front line employees employed in banks in the southern part of the United States (a sample which was chosen for convenience). Thirteen of the fourteen participating banks are community banks and the other is a regional bank. All employees who work in customer contact positions were asked to participate. A total of 736 questionnaires were distributed, of which 458 were returned, giving an overall response rate of 62%. One survey was found unusable for data analysis. 87.4% of the respondents were female and 12.5% male. The two largest groups of front line employees represented were tellers (47.5%) and customer service representatives (CSRs) -24.3%.
RESULTS
The focus of the study is on tellers and customer service representatives. A stepwise regression analysis was conducted in order to investigate the relationship between the dependent (criterion) variable and the independent (predictor) variables. With this approach questions can be asked as to what is/are the best predictor(s) of job performance? The predictor variables for this research are employees' perceptions of their supervisors, and their trust in their supervisors. The stepwise regression analysis was conducted separately for the two groups of employees: tellers and customer service representatives. The results for tellers are discussed first and then the results for customer service representatives are discussed.
Tellers
The descriptive statistics for tellers is found in Table 1 and the correlations are in Table 2 . Table 3 contains the model summary. The stepwise regression ANOVA results can be found in Table 4 . This is followed by the Coefficients in Table 5 . H2: There will be a nonzero linear correlation between perceptions of supervisor and job performance. It was found that r = .250, the p value < .001, and the d.f. = 194. There is weak positive support for perceptions of supervisor and job performance. Therefore, a higher perceptions of supervisor score tends to indicate a higher job performance score.
H3: There will be a nonzero linear correlation between perceptions of supervisor and trust in supervisor. It was found that r = .020, the p value ˂ .391, and the d.f. = 194. This does not indicate nonzero linear correlation between perceptions of supervisor and trust in supervisor.
Customer Service Representatives
The descriptive statistics for customer service representatives is found in Table 6 and the correlations are in Table 7 . Table 8 contains the model summary. The stepwise regression ANOVA results can be found in Table 9 . This is followed by the coefficients in Table 10 . 
H1:
Proposes that there will be a nonzero linear correlation between CSRs' trust in their supervisor and the job performance of CSRs. A Pearson correlation coefficient was calculated for the relationship between trust in a supervisor and job performance. It was found that r = .279, with p value = .002, and d.f. = 99 indicating weak positive support for H1. Therefore, trust in a supervisor is correlated with customer service representatives' job performance.
H2:
Argues that there will be a nonzero linear correlation between the CSRS' perceptions of their supervisor and the job performance of CSRs. It was found that r = .413, with p value < .001, and d.f. = 99, indicating a weak positive support for H2. The correlation between perceptions of supervisor and job performance means higher perceptions of supervisor tend to indicate a higher job performance score.
H3:
Suggests that there will be a nonzero linear correlation between the perceptions of supervisor and trust in supervisor. It was found that r = .801, with p value ˂ .001, and d.f. = 99, indicating a strong positive correlation between perceptions of supervisor and trust in supervisor; and thus supporting H3.
The stepwise regression analysis produced some interesting results in terms of variations in levels of job performance based on those of the other variables: perceptions of supervisor and trust in supervisor. There is strong positive support for the correlation between perceptions of supervisor and trust in supervisor for customer service representatives, but for tellers the analysis showed no correlation between perceptions of supervisor and trust.
DISCUSSION
We anticipated that this study would find correlations would be found between employees' perceptions of their supervisor, their trust in those supervisors, and the job performance of employees. A stepwise linear regression was used to determine which of the variables (trust in or perceptions of supervisor) should be used in a linear model to predict job performance. The analysis indicated that job performance and perceptions of supervisor be included in the model and trust be excluded. Two contributions to the literature emerged from this research. First, the stepwise regression analysis indicated there was a weak positive relationship between perceptions of supervisor and job performance for both tellers and customer service representatives. Second (while not in the model), the stepwise regression analysis indicated a significant positive relationship between perceptions of supervisor and trust in supervisor for customer service representatives but the stepwise liner regression did not indicate a nonzero linear correlation between perceptions of supervisor and trust in supervisor for tellers.
Perceptions of Supervisor and Job Performance
To evaluate whether a supervisor can be trusted, subordinates will examine a number of attributes of the supervisor and then form their perceptions of them. One attribute that is important to subordinates is integrity (Dasgupta, 1988) . Two other antecedents of trust that subordinates also examine are the benevolence and the ability of the supervisor (Mayer & Gavin, 2005) . Researchers such as Mayer and Davis (1999) , and Mayer and Gavin (2005) have found that integrity, benevolence, and ability are important components of trustworthiness and all three aid in the prediction of subordinates' trust in their supervisors. The same three attributes were selected for the perceptions of a supervisor in the front line bank employee survey. The findings of the stepwise regression analysis in the present study regarding perceptions of supervisor and trust in a supervisor are supported in all of the abovementioned research.
Supervisor Relationship with Tellers and CSRs and Job Performance
In a study conducted by den hartog, Boslie, & Paauwe (2004: 561) it was noted that "the role of direct managers and supervisors in the (fair) implementation of HRM practices is often underestimated" and that "managers play a key role in assessing and improving employee performance". Other researchers (Colquitt et al., 2001; Locke & Latham, 2002; Rhoades & Eisenberger, 2002) have made similar observations. The correlation analysis in our study of tellers and CSRs indicated a weak positive correlation between perceptions of supervisor and job performance. In banking there is a strong emphasis on training due to the need to provide good customer service, to handle all transactions effectively and efficiently, and to stay in compliance with all federal and state banking regulations. The heavy emphasis on the service and regulatory climates means that the importance of their training is likely to be at the forefront of all actions taken by tellers and CSRs.
Comments from tellers and CSRs in the survey instrument parallel the literature findings that, for the most part, training for these employees is handled by the banks' human resources function. In this environment it would appear that the role of the supervisor could be viewed more as someone who is a coach, whose role is to make sure each teller or CSR uses what they learned in their training correctly, and to identify areas where employees need refresher or additional training. For tellers and CSRs, this emphasis on training may overshadow the importance of the supervisor's qualities in terms of their ability, benevolence, and integrity. The supervisors' support and evaluation of how these employees perform reinforces how employees interpret and use their training on the job. This could explain the weak correlation between perceptions of supervisor and job performance for CSRs and the lack of a nonzero linear correlation between perceptions of supervisor and job performance of tellers. The finding of a weak correlation at best between perception of supervisor and job performance may indicate how important it is for tellers and CSRs to follow bank procedures, provide good customer service, and stay in compliance with federal and state banking regulations -so important, that the primary role of the supervisor is to be a coach.
Managerial Implications
Our findings will be of interest to organizations for a number of reasons. First, they show that there is a weak positive correlation between front line employees' job performance and the perceptions they have of their immediate supervisors. Secondly, the fact there is a correlation between perceptions of supervisor and trust in supervisor for customer service representatives -but no nonzero correlation between these same factors for tellers -indicates there is a need for further research. Both of these findings have direct applicability to the employee-supervisor relationship.
In the service industry the focus of all businesses should be on providing outstanding customer service (Lytle & Timmerman, 2006) , but in practical terms, this goal appears to be an ongoing problem for many organizations. For example, according to the Accenture Global Consumer Survey which surveys organizations such as banks, wireless carriers, and utilities, the number of consumers switching from one service provider to another due to complaints about poor service increased from 49 Powers, 2010) . Having a customer oriented focus that is well executed has been found to positively affect customer satisfaction, as well as employee loyalty and job satisfaction (Johnson, 1996; Schneider et al., 2007) . The results of this study suggest that two key concepts for managers should focus on are front line employees' perceptions of their immediate supervisor and trust.
In spite of the fact that they are an important link between human resource management and organizational performance, there is a lack of research on the role of the first line supervisor (Boslie et al., 2005) . The fact that first line supervisors assume considerable responsibility for implementing human resource activities indicates that more needs to be understood about their role. What supervisors say and do will influence the perceptions employees have of them which, in turn, can affect an employee's work performance and how they view the organization they work for (Liden et al., 2004) . According to Yang & Mossholder (2010) when employees believe their supervisor has integrity, is reliable, and has the ability to carry out his/her job duties, employees should be able to focus on completing their job tasks satisfactorily. In the service industry first line managers have been found to be critical to an organization's success in providing quality service to their customers (Schneider et al., 2007) .
Due to the lack of a nonzero linear correlation between perceptions of supervisor and job performance for tellers and a weak correlation between perceptions of supervisor and the job performance of CSRs, it appears that one or more other factors must play a role in the job performance of tellers and CSRs. Purcell (1999) have found that there are two factors that influence employees' actions on the workplace -human resource practices and the leadership behaviors of their managers. They suggest that a closer look at the areas of human resource practices may provide some insight into what is, at most, a weak correlation between perceptions of supervisor and job performance in the current research. One of these human resource practices could be training. Training is the human resource activity that is critical to front line bank employees is training. Both tellers and CSRs need training with respect to customer service, the bank's products and procedures, and state and federal banking regulations as well as training updates when changes in any of the above occur. If training is handled by a trainer and not the immediate supervisor, this could affect the importance of the supervisor/employee relationship.
The findings of the present study's front line bank employee survey add further support to the idea that employees' trust in their supervisor plays a critical role in their relationship which was evidenced in the strong positive correlation that was found between perceptions of supervisor and trust in supervisor for CSRs. However, the stepwise regression analysis did not produce a similar finding for tellers suggesting there is a significant difference between these two groups of front line employees. The importance of training for tellers may overshadow the perceptions of supervisor and trust in supervisor relationship. One possible difference may be that tellers can ask other tellers for assistance or it may be that the difference can be explained, in part, by tellers having face-to-face contact with customers which may reinforce the importance of training and good customer service. On the other hand, CSRs work in a more isolated environment which may make them more heavily dependent upon their supervisor and may mean CSRs place greater value on their supervisors' attitudes and behaviors (ability, benevolence, and integrity).
CONCLUSION
This study has a number of limitations. First, its findings are based on only a single case study in one sector of the service industry. Therefore, this research should be extended to banks located in other regions of the United States, and also be extended to other sectors of the service industry.
Future research could proceed in a number of directions. First, an instrument with more in-depth survey items could be developed; or, one-on-one interviews with employees could be done which would likely produce richer data.
Another direction for future research would be to look at other components of human resource activities. For example, almost 66% of the respondents had worked for their bank for four years or less. Why is there a high rate of turnover? What major reasons do front line employees give for leaving their positions? It could be a factor such as pay, security issues (ex. threat of a bank robbery), or the regulatory environment in which banks operate. Future research could also investigate the effects of formal and informal evaluation of front line bank employees. Tzafrir (2005) has found that the motivation of front line employees increases when their performances are "carefully assessed and recognized". A number of employees in the survey instrument stated that they had never had a formal performance evaluation while others stated it had been over a year since the last formal evaluation. Thus, it would be interesting to learn more about the evaluation of front line bank employees.
